BACKGROUND PAPER

ON

FINANCIAL MANAGEMENT MODERNIZATION PROGRAM (FMMP)

REAL PROPERTY TRANSITION PLAN BASELINE

The OUSD (C) FMMP Program Management Office (PMO) is responsible for development of the DoD-wide Financial Management Enterprise Architecture (FMEA) to prescribe how DoD financial and non-financial feeder systems will interact to satisfy the priority for reliable, accurate and timely financial management information.  In conjunction with FMEA, a “deep dive” initiative was launched in August 2002 to address the business transformation of DoDs Real Property management through development of a Real Property architecture tightly aligning with FMEA.  The purpose of this document is to provide a high-level comprehensive view (Roadmap) of the Real Property Transition Work Products and recommended transition activities required for DoDs successful transition from its current state in Real Property Management to the "To Be" state.

FULL TITLE

Financial Management Modernization Program (FMMP) Real Property Transition Plan Baseline Document (Draft) Version 1.0, March 3, 2003  (Call 0004 - Task 4).

Assumptions and Constraints

- The Real Property Transition Plan is based on several assumptions and constraints:

  -- Assumptions are:
· Funding for the transition will be sufficient to accomplish change

· The transition schedule may be altered based on the financial and resource impact on the Government for any given FY

· The Transition Plan may be altered based upon the Government’s acquisition strategy

  -- Constraints are:

· Synchronization with other architecture efforts



· Resistance to change



· Fiscal periods



· Funding cycles



· Acquisition milestones

· Deadline to finish by 2008
· Competing funding priorities
· Parallel initiatives

· Personnel skills

· Technology limitations
Roles And Responsibilities

- Two key concepts in the overall management of FMEA are governance and stewardship.  

- Governance is the structure for management and leadership achieving and maintaining a "To Be" FMEA.  Governance will be further described in other FMMP documents at a later date.

- Stewardship is the participation of one domain owner in another owner’s domain including:

  -- Program management activities

  -- Design and development activities
  -- Funding and milestone decision support through the Defense Acquisition and Planning, Programming, and Budgeting System (PPBS).
Overview of Current “As-Is” Environment

The current organizational environment for managing Real Property within the DoD is extremely complex.  Six major organizations are involved including the Office of the Secretary of Defense (OSD), the Army, Air Force, Navy (including the Marine Corps), Washington Headquarters Services (WHS) and Department of Defense Agencies (primarily Defense Logistics Agency (DLA), Defense Commissary Agency (DECA) and TriCare Management Activity (TMA)).

- According to GAO findings and congressional testimony, DoD does not have a comprehensive strategy for maintaining the services’ infrastructure.  Each service:

  -- Sets its own standards for maintaining infrastructure.

  -- Each service differs in the way it rates property conditions, prioritizes repairs, and allocates resources.

  -- Each service applies different conditions and/or criteria for rating repairs.  As a result, the service headquarters cannot be certain that the most critical properties in need of maintenance and repair are targeted.

  -- Given incomplete and inconsistent data and different real property rating systems among the services, Congress cannot be assured that funding for DoDs real property maintenance and repairs will provide the best return on investment.

- The “As Is” model shows the common activities performed across DoD for Real Property Acquisition, Management and Disposal.  

- The final “As Is” Operational View products are available on the web at http://www.dfas.mil/library/fmmp/FMEA_Master.htm.  
- To evaluate and assess all Real Property systems would be cost prohibitive, therefore, the FMEA approach uses segment typing to reduce the number of systems to be assessed.  

  -- Of the 102 systems in use today, the analysis conducted for this ‘deep dive’ focused mainly on the 43 real property systems maintained by the major real property user organizations; Army, Navy, Air Force, DLA, TMA and WHS.  

-- More detailed systems descriptions and status of ongoing development efforts are found in the Appendix F of the main document.

Leading Practices

- An analysis of the 16 Aug 02 Data Call responses identified certain leading practices as “opportunities for change” within the DoD community.  These opportunities represent a technology, tool, or practice, and provide a bridge and general direction to what will be included in the “To Be” solution.  It is the goal of FMEA to leverage existing DoD noteworthy practices in addition to implementing industry-leading practices.  DoD noteworthy practices in Real Property Management are:

· Tri-Service CADD/GIS Center (Computer Aided Design and Drafting / Geographic Information Systems)

· GIS capabilities tied into real property inventory systems

· Electronic package for 1391

· Electronic calculation tools for facility sustainment, such as the Facility Sustainment Model (FSM)

· Web-based real property inventory systems
Overview of “To-Be” Environment

- The Real Property vision is to improve the accuracy, reliability, timeliness, and usefulness of information necessary by all levels of DoD decision-making to support the Department's mission, resources, accounting, accountability and reporting requirements.  

- Real property stakeholders believe the vision can be accomplished through the development and implementation of a standard, DoD-wide real property enterprise architecture resulting in consistency across the Department, using the following:

· Standard business practices and processes

· Standard categorization, definitions and terminology

· Standard system or systems

Goals

- Involve real property business process owners and management in all stages of development
- Standardize business rules, processes and data across the enterprise

- Capture and validate data once, then leverage it across the enterprise

- Employ the use of the Service/Agency and industry leading practices

- Drive the solution to be consistent and compatible with the overall DoD enterprise architecture

- The draft “To Be” Operational and System View products are available on the web at http://www.dfas.mil/library/fmmp/FMEA_Master.htm.

Transition Work Products

- Implementing the Real Property Architecture requires thousands of changes to systems, processes, policies and roles across the DoD enterprise and must be accomplished in a modular time-phased manner to succeed. 

 - The Real Property Transition Plan Work Products help identify alternative courses of feasible implementation solutions.

- The Transition Work Products are derived from the Real Property Architecture and traceable to their source.  These work products are:

  -- Capability Maturity Profile (AV-3)

  -- Requirements Database

  -- Packaged and Segmented Capabilities and Requirements

  -- Work Breakdown Structure (WBS) for Transition
  -- Transition Project Schedule

  -- System Evolution Diagram (SV-8)
  -- Readiness Assessment
  -- Stakeholders Management Plan
SUMMARY OF RECOMMENDED ACTIONS

- The Real Property Transition Plan is a work in progress that will be updated after the Real Property Architecture is submitted.

- The Real Property Transition Plan recommends a specific set of actions for the near future.  The near term transition recommendations are:

  -- Further refinement of the “To Be” architecture products

  -- Integration of the Real Property Transition Plan into the FMEA Transition Plan

  -- Immediate Change Management activities to communicate the Real Property program throughout DoD

  -- Implementation of the Quick Wins 

  -- Business Process Reengineering of the activities associated with the Real Property Portfolio segment 

  -- Assessment of candidate Real Property Systems

- Longer-term transitions will be determined as a result of integration into the FMEA Transition Plan.  

CONCLUSION

Although the Real Property “To Be” Enterprise Architecture is not yet approved, there is a strong end-state vision with active leadership and funding.  DoD leaders are committed to achieving world-class business management and financial information as defined by decision-support, interoperability, compliance, operational/cost efficiencies, and ultimately better support to our warfighters.

The ultimate success of the Real Property Initiative not only depends on development of a successful architecture, but also on DoDs successful transition from its current state to the "To Be" state.  DoD will effect and manage this change through a successful Transition Plan that describes the processes and activities required to achieve the end objectives of the Real Property Initiative.  Defining and then actually executing the Real Property, and ultimately FMEA Transition Plan will be the most challenging part of the DoD integrated business and financial management transformation – the largest and most challenging transformation in history.
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